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The Problem and Context 

 

AI-accelerated markets are increasing the speed at which new SaaS products enter 

the market. While innovation cycles are shortening, strategic clarity is not improving 

at the same pace. As a result, many go-to-market strategies are deployed in 

environments characterised by volatility, fragmented messaging and rapid 

competitive shifts. 

 

Key insight 

Users rarely compare products analytically. They compare recognition patterns. 

These small boxes increase readability. 

 

1. AI Acceleration and Market Volatility 

 

Speed of new product launches 

AI has significantly lowered the cost and time required to launch new software 

products, features and category extensions. What previously took months of 

technical development can now be prototyped, packaged and brought to market 

much faster. This has increased the rate at which new SaaS offers appear, 

particularly in adjacent or overlapping categories. As a result, buyers are exposed to a 

constant flow of similar propositions, often entering the market before they have 

developed a clear understanding of what truly differentiates one solution from 

another. 

 

Market fragmentation 

As more AI-enabled products enter the market, competitive environments become 

noisier and more fragmented. Buyers are no longer comparing a small number of 

clearly distinct alternatives. Instead, they are navigating a crowded landscape of 

tools, claims and category labels that often sound interchangeable. This creates an 

environment in which messaging becomes diluted, positioning becomes harder to 

sustain and perceived differentiation weakens.  
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In practical terms, even strong products can become difficult to evaluate when the 

surrounding market is saturated with similar narratives and overlapping promises. 

 

Faster innovation cycles 

AI-driven markets evolve at a pace that makes strategic stability harder to maintain. 

Positioning that may have felt relevant a few months earlier can quickly lose 

sharpness as competitors adapt, features become standardised and new expectations 

emerge. This shortens the lifespan of strategic advantage and increases pressure on 

firms to continuously reassess how they are framed in the mind of the buyer. In such 

conditions, go-to-market decisions become more exposed to mistakes because 

companies are not only reacting to competition, but to an environment in which the 

ground is constantly shifting. 

 

2. The Fragility of Positioning 

 

In stable markets, positioning tends to evolve gradually. Competitors are relatively 

predictable, category definitions remain consistent and buyers have time to 

understand differences between products. In AI-accelerated SaaS environments, 

however, positioning becomes significantly more fragile. 

The speed at which new products appear, combined with rapid feature replication 

and aggressive messaging strategies, makes it increasingly difficult for companies to 

maintain a stable position in the mind of the buyer. In these conditions, even small 

weaknesses in positioning can quickly translate into strategic confusion and reduced 

market traction. 

Three patterns are particularly common in volatile markets. 

 

Weak positioning 

Many companies enter the market with positioning that is too broad, too generic or 

insufficiently differentiated. In highly dynamic environments, this weakness 

becomes more visible because buyers are constantly comparing multiple alternatives 

that appear similar at first glance. 

When positioning lacks clarity, buyers struggle to understand what the product is 

fundamentally for, who it is designed for and why it should be preferred over  
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competing options. This increases decision friction and weakens the effectiveness of 

go-to-market efforts. 

 

Confusing messaging 

Rapid product iteration often leads to messaging that changes frequently or attempts 

to communicate too many value propositions at once. Marketing pages, sales 

materials and product descriptions may emphasise different benefits without a clear 

narrative connecting them. 

For buyers navigating crowded AI markets, this inconsistency creates “cognitive 

overload”. Instead of clarifying the product’s value, messaging complexity increases 

uncertainty and slows down decision making. 

 

Saturated categories 

Many AI-enabled SaaS products compete within categories that are already densely 

populated or poorly defined. Terms such as “AI platform”, “automation tool” or 

“intelligence layer” are widely used but often lack precise meaning. 

As more companies adopt similar category labels, differentiation becomes harder to 

perceive. Buyers may interpret multiple products as interchangeable, even when 

their underlying capabilities differ. In these circumstances, weak positioning is 

quickly exposed and strong positioning becomes a critical strategic advantage. 

 

 

Figure 1. Common positioning failures in volatile SaaS environments 
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Strategic Consequences 

 

When this happens, the consequences extend beyond marketing performance. Weak 

positioning directly affects how buyers process information, evaluate alternatives and 

ultimately make decisions. 

In AI-accelerated markets, where customers are exposed to a growing number of 

tools with similar claims, unclear positioning increases the cognitive effort required 

to understand the product. As a result, purchasing decisions become slower, more 

uncertain and more susceptible to behavioural biases. 

Three strategic consequences typically emerge. 

 

More difficult purchasing decisions 

In AI-accelerated SaaS markets, buyers are increasingly exposed to a large number of 

tools that promise similar capabilities. While this abundance of choice may appear 

beneficial, behavioural research shows that too many comparable options can make 

decisions significantly harder. This phenomenon is known as choice overload. 

When buyers face a crowded landscape of alternatives that appear similar in value or 

function, the effort required to evaluate them increases. As a result, decision makers 

may delay their choice, rely on superficial signals or avoid committing to a solution 

altogether. 

 

This dynamic can also contribute to higher churn rates. When products are adopted 

without a clear understanding of their value or differentiation, users are more likely 

to abandon them once friction or uncertainty emerges during usage. 

 

Increased cognitive friction 

Confusing messaging and unclear differentiation increase cognitive load during 

evaluation. Buyers must interpret multiple claims, reconcile inconsistent narratives 

and compare similar sounding products. This friction reduces decision confidence 

and often leads to postponed or abandoned purchase decisions. 

This effect is closely related to the behavioural principle of cognitive fluency. 

People tend to prefer options that are easier to understand and process. When a 

product requires excessive mental effort to evaluate, it is often perceived as less 

attractive or less trustworthy. 
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Higher strategic risk for GTM execution 

When positioning does not reduce uncertainty for the buyer, go-to-market strategies 

become more exposed to failure. Marketing spend may increase without improving 

conversion, sales cycles may lengthen and product adoption may remain slower than 

expected. In volatile AI markets, these effects compound quickly because competitors 

can enter the market with clearer narratives and capture attention more easily. 

 

 

Figure 2. Behavioural biases affecting decision making in crowded SaaS markets 

 

Why Traditional GTM Models Fail 

 

Traditional go-to-market strategies often assume that buyers make decisions in a 

rational and structured way. Many frameworks emphasise feature comparisons, 

product differentiation and logical evaluation of value. In practice, however, 

customer decision-making rarely follows this analytical model. 

Evidence from behavioural science suggests that most purchasing decisions are 

influenced by cognitive shortcuts, emotional signals and familiarity cues rather than 

detailed comparisons of product capabilities. 
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 In complex and volatile environments such as tech markets, these behavioural 

mechanisms become even more dominant. 

Instead of carefully evaluating every available option, buyers simplify decisions by 

relying on signals that reduce uncertainty and cognitive effort. 

 

 

Figure 3. Behavioural signals influencing technology adoption decisions 

 

Behavioural Insight 

Research in behavioural economics shows that a large proportion of everyday 

decisions are made using fast, intuitive processing rather than slow analytical 

reasoning. In environments characterised by complexity and information overload, 

individuals rely on heuristics and mental shortcuts to navigate choices. 

For technology buyers considering multiple SaaS solutions, this means that factors 

such as clarity, familiarity and perceived safety often influence decisions more 

strongly than feature lists or technical specifications. 
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Examples 

Feature comparison vs cognitive shortcuts 

A product may offer technically superior capabilities, but if its positioning is complex 

or unfamiliar, buyers may default to a solution that is easier to understand. 

 

Rational evaluation vs emotional safety 

Decision makers often prefer tools that appear widely adopted or clearly framed 

within a known category because these signals reduce perceived risk. 

 

Product differentiation vs category familiarity 

A product positioned in a completely new category may struggle to gain traction if 

buyers cannot quickly map it to something they already understand. 

 

Behavioural Framework  

 

If buyers rely on behavioural shortcuts rather than analytical evaluation, go-to-
market strategies must be designed to align with how decisions are actually made. 

In volatile markets, positioning alone is insufficient. Companies must reduce 
decision friction by making their products easier to recognise, trust and understand. 

The Triple-Sail Framework proposes three behavioural conditions that increase 
the probability of being chosen in saturated markets. 

When these three elements are present simultaneously, products become easier to 
compare and adopt. When one of them collapses, friction increases and decision 
confidence decreases. 
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Figure 4. The Triple-Sail Behavioural Framework (Karn, 2026) 

 

Validation 

Signals that reduce perceived risk. 

Examples: 

• customer proof 
• reviews 
• adoption signals 
• authority cues 

Familiar 

Positioning that connects the product to an understandable category. 

Buyers must quickly recognise: 

• what the product is | who it is for | when to use it 

Simple 

Reducing cognitive effort in messaging, onboarding and product explanation. 

If the product requires too much interpretation, decision friction increases. 
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Application to GTM Strategy 

In practice, the Triple-Sail Behavioural Framework™ translates directly into key go-

to-market decisions. Validation strengthens positioning by providing signals that 

reduce perceived risk and reinforce credibility in the market. Familiarity shapes 

messaging by connecting the product to recognisable categories, helping buyers 

quickly understand what the product is and when it should be used. Simplicity 

supports product adoption by reducing cognitive effort in both communication and 

product experience, making it easier for users to evaluate and start using the 

solution. 

In volatile AI-driven environments, these three elements work together as stabilising 

forces within GTM strategy. Positioning that signals validation, messaging that 

builds familiarity and product experiences that prioritise simplicity collectively 

reduce decision friction. When one of these elements weakens, the decision process 

becomes slower and more uncertain. When they are aligned, however, customers can 

recognise value faster, compare alternatives more confidently and adopt products 

more easily in crowded tech markets. 

 
 

Illustrative Scenario 

 

To illustrate how behavioural principles influence outcomes, consider a hypothetical 
SaaS company launching an AI-powered analytics platform for product teams. 

Before: unclear positioning in a crowded market 

The company introduces its product as an “AI decision intelligence platform for 
product optimisation.” While technically accurate, the description creates confusion 
among potential buyers. The category appears unfamiliar, the messaging emphasises 
multiple features at once and the product’s core value is difficult to grasp quickly. 

As a result, buyers struggle to understand when the tool should be used and how it 
differs from existing analytics platforms. In a market already saturated with similar 
AI-driven solutions, the product risks being perceived as just another tool claiming 
advanced capabilities. 
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This situation reflects two behavioural challenges discussed earlier: choice 
overload and low cognitive fluency. Buyers facing many similar tools and 
unclear explanations may delay their decision or revert to familiar alternatives. 

As a result, they struggle to understand when the tool should be used and how it 
differs from existing analytics platforms. 

Operational signals 

• High bounce rate on the product page 
• Low demo request conversion 
• Slow onboarding activation for trial users 

 

 

Figure 5. Illustrative scenario: AI-driven market complexity and buyer uncertainty 

 

After: applying the Triple-Sail Framework 

Applying the Triple-Sail Framework helps restructure the product’s GTM strategy 
around behavioural clarity. 

Validation is strengthened by highlighting customer use cases, early adoption 
signals and proof points that reduce perceived risk. 
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Familiarity is introduced by positioning the product as an AI-powered analytics 
layer for product teams, connecting it to a category buyers already recognise. 

Simplicity improves messaging by focusing communication on a single core 
outcome: helping product teams identify user behaviour patterns faster. 

Observed improvements 

• Improved landing page conversion 
• Faster trial activation 
• Shorter sales cycle in early deals 

Together, these adjustments reduce cognitive friction and allow buyers to quickly 
understand the product’s role. Instead of struggling to interpret an unfamiliar 
proposition, decision makers can recognise the product’s value, compare it with 
known alternatives and evaluate it more confidently. 

 

 

Figure 6. Applying the Triple-Sail Framework to improve GTM 

 

Implications 

 

The dynamics described throughout this paper suggest that go-to-market success in 

AI-driven SaaS markets depends not only on product capability, but also on how 

easily buyers can interpret, trust and adopt a solution. As AI accelerates product  
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development and increases market volatility, positioning clarity becomes a strategic 

advantage rather than a marketing detail. 

Behavioural principles therefore play a critical role in shaping effective GTM 

strategies. By reducing cognitive friction, increasing familiarity and strengthening 

validation signals, companies can improve how quickly customers recognise value 

and commit to a decision. In volatile markets where new features appear 

continuously, the ability to reduce decision uncertainty can significantly influence 

adoption speed and competitive positioning. 

 

These dynamics have several implications for leadership teams. 

 

Founders 

For founders, early positioning decisions can determine how quickly a product gains 

traction in crowded markets. Clear validation signals, recognisable category framing 

and simple messaging reduce the effort required for buyers to understand the 

product’s role. 

 

When positioning fails to achieve this clarity, even technically strong products may 

struggle to gain attention in volatile markets. 

 

CMOs and GTM Leaders 

For marketing leaders, behavioural principles provide a framework for designing 

GTM strategies that align with how decisions are actually made. Instead of relying 

primarily on feature comparisons, messaging strategies should prioritise clarity, 

familiarity and perceived safety. 

This approach is excellent to reduce acquisition friction, shorten sales cycles and 

improve conversion rates in environments where buyers are exposed to many 

competing alternatives. 

 

Product Teams 

Product teams also influence decision friction through onboarding, interface design 

and product explanation. When product experiences align with behavioural 

principles of simplicity and clarity, users can understand and adopt the solution 

more quickly. 
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This alignment between positioning, messaging and product experience increases the 

likelihood that users recognise value early in the adoption process. 

 

Investors 

For investors assessing AI-driven startups, positioning clarity can serve as an early 

indicator of GTM resilience.  

 

In volatile markets where competitors can rapidly replicate features, companies that 

reduce decision friction often scale faster than those relying solely on technical 

differentiation. 

Behaviourally aligned go-to-market strategies therefore contribute not only to faster 

adoption, but also to more durable competitive positioning. 

 

The companies that win are not necessarily those with the most advanced 

technology, but those whose products are easiest to understand, trust and adopt. 

 

Strategic Takeaways 

 

AI-accelerated markets are transforming the conditions under which positioning 
strategies operate. As new tools emerge rapidly and categories evolve at high speed, 
buyers are increasingly exposed to crowded environments where differentiation is 
harder to perceive and decision processes become more complex and slow. In these 
conditions, positioning weaknesses are revealed more quickly. When products are 
difficult to understand, unfamiliar in category framing or unclear in their value 
proposition, buyers face greater cognitive effort during evaluation. Behavioural 
research shows that in such environments, decision makers rely heavily on mental 
shortcuts, familiarity cues and perceived safety signals rather than detailed analytical 
comparisons. 

For this reason, GTM success in volatile markets depends not only on product 
capability or distribution reach, but also on how easily the market can cognitively 
process the offer. 
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The Triple-Sail Behavioural Framework highlights three conditions that help reduce 
decision friction: validation, familiarity and simplicity. Together, these 
elements strengthen positioning, clarify messaging and support product adoption by 
making the product easier to recognise, trust and understand. 

In AI-driven markets where competitors and technologies evolve rapidly, the 
companies that succeed are not necessarily those with the most sophisticated 
features, but those whose products are easiest for buyers to interpret and adopt. 

Ultimately, de-risking go-to-market strategy means aligning positioning, messaging 
and product experience with how real decisions are made. 
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